This paper describes a proposed framework of knowledge, skills, abilities, and other characteristics (KSAOs) that a practitioner who is competent in business ethics, compliance, or integrity should possess. These competencies may be leveraged as key input to selecting content for an institutionalized business ethics training program. The focus in this paper is on the management problem of 'What competencies are important for job performance of business ethics practitioners'. Phase I consisted of developing a provisional taxonomy of business ethics competencies and Phase II involved academic and industry practitioners implicated in business ethics to validate the conceptually developed provisional taxonomy of business ethics competencies to eventually make recommendations regarding the selection of business ethics training content. The contribution to the business ethics competency-based management knowledge that is presented in this paper is a proposed business ethics competency model and the implications of this model for Canadian practitioners are discussed.
INTRODUCTION
Little guidance is available for practitioners in terms of determining the most suitable content for training and development purposes given the lack of agreement on the job and functions of business ethics, compliance and integrity practitioners. Smith (2003, p. 634) suggests that 'business ethicists have struggled to define the role of the ethics officer'. Moreover, 'to date little consensus has been achieved concerning the professional qualifications, skill sets, experience and time required for implementing, managing and maintaining accountability for ethics and compliance programs' (Ezekiel, 2006, p. 4) . Further, the position of business ethics, compliance and integrity practitioners is still nascent and malleable, with debates on whether or not certain functions belong together or should be treated separately. Adobor (2006, p. 73) states: 'As a relatively new position, there may be a lack of existing management development programs for ethics officers.' Finally, even when requisite competencies have been identified and tailored to a specific context, organizations will want to consider hiring candidates with certain knowledge, skills, attitudes and other relevant attributes (Gomolski, 2000) for example traits such as integrity and honesty, and training for many of the knowledge-based competencies. This view is shared by Slivinski and Miles (1997, p. 22) who state: 'You must distinguish between what competencies you expect candidates to bring with them, and what competencies they should develop once they are on the job.'
In this paper a business ethics practitioner is an individual whose primary occupation is to provide advice and guidance to managers and employees on issues of values and ethics, integrity, and compliance as well as performing other duties related to values and ethics such as conducting investigations of alleged ethical wrongdoing or providing training on workplace ethics. Specific practitioner job titles may vary significantly (Murphy and Leet, 2007) . A competency is a characteristic of an individual such as knowledge, skill, ability, or other (KSAO) attribute that underlies work performance or behaviour (Campion, Fink, Ruggeberg, Carr, Phillips, and Odman, 2011). A business ethics topic is any subject confronting an organization or its agents that could challenge an agent's sense of appropriateness, values or principles and could negatively or positively impact an organization's ability to deliver on its mandate or limit its ability to meet its objectives (Public Works and Government Services Canada, 2009).
The focus in this paper is on the management problem of: What competencies are important for job performance of business ethics practitioners? The paper presents an overview of competency management theory, notes competency constructs and definitions, summarises a user, benefits and stakeholders framework and notes the research method. The discussion of the results includes the proposed competency framework as well as implications for Canadian practitioners.
LITERATURE REVIEW
In the Canadian context competency management (CM), competency-based management (CBM) (Draganidis and Mentzas, 2006; Horton, 2000) , or competency-based Human Resource management (Hollenbeck, McCall, and Silzer, 2006 ) is a management methodology that supports the integration and standardization of all human resource activities (Rodriguez, Patel, Bright, Gregory, and Gowing, 2002) based on competencies that support achievement of organizational goals and objectives (Human Resource Systems Group, 2012). Specifically, Canadian competency-based management is defined as 'the application of a set of competencies to the management of human resources to achieve both excellence in performance and results that are relevant to the organization's business strategies' (Treasury Board of Canada Secretariat and Public Service Commission of Canada, 1999, p. 2; Public Service Commission, 2003) Competency models have been used to select employees for over 30 years (Ennis, 2008) but the popularity of competencies began to grow amongst Human Resources practitioners, and in the '70s as assessment centres became fashionable (Hollenbeck et al., 2006) . Boyatzis (1982) further popularized the notion of competencies and remains oft cited for its definition of "competencies". Further, as of the '90s, competency modelling became more prevalent and leadership competency models became mainstream (Holincheck, 2003; Hollenbeck et al., 2006 As depicted in Figure 1 , a given competency model may result in the creation of one or more competency profiles or competency dictionaries. However, the distinction between a competency model and competency profile (Slivinski and Miles, 1997) or job profile (Mirabile, 1997) is not frequent so these terms are often considered synonymous along with other terms such as competency architecture (Human Resource Systems Group, 2012) or structure. In turn, one of more competency profiles can leverage one or more competency dictionaries. Competency models, profiles, and dictionaries all contain competencies; however, the level of detail can vary significantly. The most detailed of the three is typically the competency dictionary yet these may be general in nature and applicable to several different roles therefore a competency profile (tailored to a specific role and organizational context) may contain more specificity than a competency dictionary.
Next, knowledge, skills, abilities, and other characteristics (KSAOs) such as traits and values are all competencies. Additionally, knowledge, skills, and abilities can also be compared or contrasted based on their relative level of complexity ranging from low complexity (e.g., basic terminology) to high complexity (e.g., principles and theories). Moreover, synonymous terminology is used to define various competencies. For example, education and experience are a proxy for demonstrating knowledge or talent is often used synonymously for ability. In addition, in order to provide operationalization of various HR uses to leverage competency profiles, competencies must be expressed in terms of one or more observable and measureable behaviours. For example, the competency empathy can be described as a trait and assessed by the behavioural indicator of 'understanding another's feelings'. Further, as depicted by the centre line in Figure 1 , the level of specificity typically increases from the left-hand side to the right-hand side. Therefore, competency models are the least specific and behavioural indicators provide the most specificity. Accordingly, influential industry sources also see the merits of competency models in providing a framework for learning, development, and training (Corporate Leadership Council, 2003). Regardless of which side one favours in the debate, arguably both sides agree that competency models are never intended to represent a single comprehensive list of requisite KSAOs in a prescriptive manner given the complexity and nature of any given role that necessitates the use of a mix of competencies under different circumstances (Hollenbeck et al., 2006) . In summary, this section examined competency management, its historical development and applications to business ethics and introduced some constructs and definitions. Next, common uses and benefits of competency models, as well as stakeholders most impacted by or involved in their development are briefly introduced.
Uses, Benefits, and Stakeholders (UBS) Competency Framework
The objectives behind the development and use of a competency model can have a large impact on the success of competency modelling. Typically, the most common application of a competency model is for objective learning, training or development ( Having briefly introduced the UBS model, further discussion of intended benefits now elaborate on a key issue namely the dual nature of competencies. As with any major change initiative-such as the implementation of a competency model (Mirabile, 1997) (Vazirani, 2010 ) to a high of 30 (Gomolski, 2000) which is still significantly lower than the empirical mean. In brief, the theoretical ideal number of competencies proposed for a model ranged from seven to 30 while the empirical ideal for the number of competencies was 46 competencies. The model developed for this study includes 33 baseline Tier-1 and another nine optional Tier-2 competencies for a total of 42 KSAOs. A mean value of 46 KSAOs was derived from the analysis, synthesis, and evaluation of 57 competency models, profiles, research articles and other documents used to address this question (Cramm, 2013) . In contrast, it is worth noting that the theoretical rule of thumb or heuristic proposed by some authors for an "ideal" number of competencies within a competency model is substantively lower than the empirical mean of 46 competencies calculated for this study.
METHOD RESEARCH DESIGN
Using a post-positivism research paradigm, this mixed-method qualitative and quantitative research design explored and described in terms of a taxonomic classification, the knowledge, skills, abilities, and other characteristics (KSAOs) required by business ethics practitioners based on frequencies of observed competencies reflected within business ethics-related academic and industry publications using a Phase I document analysis with triangulation of method provided by Phase II survey of business ethics academicians and practitioners. This study adopts a research design similarly employed by a number of studies in information technology (cf. Aasheim, Li and Williams, 2009; Lethbridge, 2000; Surakka, 2005 Surakka, , 2007 which sought to determine the set of critical competencies required of practitioners to perform their jobs successfully. These studies used document analysis to determine the initial set of competencies (Phase I in the current study) that was then included in a survey instrument and administered to academicians and practitioners (Phase II in this study).
PHASE I : DATA COLLECTION AND ANALYSIS -DOCUMENT ANALYSIS
In Phase I, an extensive document analysis of academic and industry texts using frequency counts of KSAOs was completed to construct a preliminary business ethics competency model and survey instrument. The Phase I document analysis method was chosen since job advertisements, competency profiles, surveys, textbooks, trade books, all reflect required or desired competencies for business ethics, integrity, or compliance practitioners and were accessible in an unobtrusive manner. Source validity (Merritt, 1970) , or the appropriateness of data sources to capture constructs of interest and answer research questions was addressed by leveraging similar sources used in other content analysis research studies. For instance, job advertisements are common to many Information Technology studies (cf. . Both published and unpublished texts where considered, and a mix of more rigorous quality publications such as academic textbooks and industry trade books were considered, along with less rigorous publications such as surveys and job advertisements. However, for the intents of the study, job advertisements posted on a website are quite relevant in terms of capturing required competencies therefore their lower academic rigour compared to textbooks for instance is less relevant in this context. 
PHASE II: DATA COLLECTION AND ANALYSIS -SURVEY
In Phase II, identifying potential questions was completed by examining other business ethics academic and industry surveys as well as several IT academic surveys (cf. Aasheim, Li & Williams 2009). Choosing appropriate questions was facilitated with the use of a survey design guide developed for this study. Moreover, selection of appropriate competencies was informed based on competencies with the highest frequency counts obtained in phase I from the document analysis and further augmented with a few perceived under-estimated KSAOs (e.g., environmental scanning and risk assessment). Pretesting was conducted by the lead researcher and five knowledgeable and experience subject matter experts in ethics, compliance, or integrity functions using a paper-based prototype of the online survey instrument.
This online survey, based on the document analysis of competencies from Phase I, was administered to academics and ethics practitioners to empirically validate the preliminary business ethics competency model and establish to what extent their perceptions differ about the competencies. This facilitates comparison (Leedy and Ormrod, 2001; Yin, 2003) to support a core set of essential competencies for ethics practitioners. Our confidence in getting an accurate measure of key competencies is greater if essential KSAOs identified during the document analysis phase (in Phase I of the current study) are supported by the survey of academics and practitioners (in Phase II of the current study). Moreover, any differences in results between the document analysis and survey provide informative data as a basis for training design (Neuman, 2003) .
The final open-ended survey question allowed respondents to comment on the overall survey. The single-most consistent comment received demonstrated the relativity of important competencies. Answers along the lines of 'it depends on the situation', the 'industry', or the 'specifics of the individual's job' were received by a handful of respondents. However, without providing an overly granular or restrictive scenario to allow for greater generalizability, it is deemed that these comments are valid and apply to any competency model or profile for any organizational role and are therefore an inherent limitation in most if not all competency-based models reflected in the need to tailor a portion of the model to account for context.
Sample
Data from a total of one hundred and two respondents (n=102) were obtained. Academics accounted for 45 percent of the survey respondents with 33 percent being men aged 50 or above from the US holding a doctorate degree. The next most common demographic was women aged 50 or above from the US holding a doctorate degree (11 percent). Respondents were asked to identify the various business ethics roles (identified in Chapter 2) they performed, independently of how frequently a role may be performed. Respondents could check more than one role. Eighty-nine percent of academics identified educator as a role, followed by scholar (72 percent) and advisor (26 percent) as the next two most popular roles. A sizeable majority of respondents (85 percent) are forty years old or above and a correspondingly large proportion (87 percent) have over 5 years of experience in business ethics and can therefore be considered Subject Matter Experts (SMEs).
Industry Practitioners accounted for 55 percent of the survey respondents with 18 percent being Canadian men aged 40-49 holding a Master's degree. The next most common demographic was Canadian men aged 50 or above holding a Master's degree (11 percent), together accounting for almost a third of respondents. Two-thirds work in government (64 percent) with the remaining third working primarily in the private sector (30 percent) with a very small minority representing the non-profit sector (5 percent). One third of respondents (36 percent) indicated they were executives with the next most popular answer being consultant (29 percent) totalling two-thirds (65 percent) of practitioners. The remaining third consisted of Managers (11 percent), Officers (11 percent), and others. Respondents were also asked to identify the various BE roles they performed, independently of how frequently a role may be performed. A significant majority of practitioners (70 percent) identified advisor as their role, followed by manager (46 percent), educator and investigator (39 percent) each, then finally counsellor (36 percent) and scholar (34 percent). Finally, a large proportion (70 percent) have over 5 years of experience in BE and can therefore be considered SMEs.
RESULTS

PHASES I AND II BASED ON DOCUMENT ANALYSIS AND SURVEY -BUSINESS ETHICS COMPETENCY MODEL
Due to the vast detail of the results based on the document analysis in Phase I and the survey results in Phase II, the primary focus of this paper is only on the presentation of a business ethics competency model resulting from the analysis.
A conceptually developed and empirically validated proposed business ethics competency model containing 33 very important Tier-1 and optionally 9 almost very important Tier-2 knowledge, skill, ability, or trait-based competencies was distilled during the study as presented in Figure 4 . These 42 KSAOs stem from an original proposed model of 61 competencies developed based on a thorough literature review and document analysis.
The competencies in Figure 4 are relevant to ethics practitioners since a majority of survey respondents where Canadians (55 percent) and 61 percent of documents analysed were Canadian content. However, a third (33 percent) of respondents were US residents and almost another third (31 percent) of document analysed were US-centric while 12 percent of survey respondents were international and eight percent of the documents analysed were international as well, therefore the research findings may have potentially broader applicability, though further empirical research would be required.
Items appearing in bold blue in Figure 4 are very important Tier-1 skill, ability, or trait-based competencies, where the number preceding the competency relates to ranked importance based on means values provided in the Phase II survey. Items in italicised blue with a " †" suffix are Tier-2, almost very important skill, ability, or trait-based competencies. Items in bold red are very important Tier-1 knowledge-based competencies while those appearing in italicised red with a " †" suffix are Tier-2, almost very important knowledge.
Core and role-specific competencies
KSAOs at the centre of the model in Figure 4 represent core competencies that apply generally to most of the roles. For example, having integrity and being honest are traits that apply to all six BE roles. In contrast, those competencies appearing on one of the six arms relate primarily to a specific BE role. For instance, being able to perform risk management and championing an ethics program are primarily linked to managing or directing an organizational ethics program. Finally, those competencies appearing on bi-directional arrows apply to more than one role, but not likely all six roles. For example, advising and having empathy relate primarily to the roles of advisor and counsellor. Similarly, being discreet and trustworthy primarily related to the roles of advisor, counsellor, and investigator. Finally, being fair, impartial, and tactful relate to the roles of advisor, counsellor, investigator, and manager.
It is important to note that the allocations of KSAOs, though not arbitrary, are tentative at best and could serve as a topic of future research. It was deemed that rather than clumping all of the competencies together, at least a provisional assignment against popular BE roles could serve to make the model more pragmatic. Finally, the provisional allocation is not meant to be exclusive of other roles. In other words, despite being allocated to one or more specific roles, a particular competency may also apply to other roles not associated, although likely to a much lesser degree of frequency or applicability. The argument is that this insight into KSAO depicted in Figure 4 can be used to construct overarching objectives of a business ethics training program. According to Trautman (2012, p. 1), 'at a very minimum, the goal of every educator should be to successfully transmit a clear understanding of the core body of knowledge and competencies germane to any scholarly discipline' (emphasis added). Both Rossouw (2002) and Lermack (2003) posited three objectives that include teaching for the purposes of instilling cognitive (knowledge), behavioural (skills), and/or managerial competencies (perspective setting). The top tier of the proposed taxonomy of competencies for this study divides KSAOs into two broad categories-first, knowledge, and second skills, abilities, and traits that address the other two categories.
Finally, future research may which to deconstruct the second broad category of skills, abilities, and traits into separate categories as some proponents suggest that knowledge and skills can be taught, while talents (traits in this study) cannot. Still, others suggest that some competencies (e.g., personality traits, motivations) cannot directly or easily be measured in behavioural terms (e.g., flexibility, cooperation, autonomy) (Vazirani, 2010, p. 128 ). On the other hand, some proponents suggest that virtually any KSAO can be enhanced, as postulated by McClelland (1973, p. 8) who stated: 'It is difficult, if not impossible, to find a human characteristic that cannot be modified by training or experience...' Arguably, there may be consensus that some KSOAs are simpler or less time consuming to teach and therefore many suggest hiring for abilities and traits for instance, while focusing the efforts of a training program on instilling knowledge.
Three additional qualitative findings of interest were observed. These issues may serve future researchers and include competency homogeneity, skill inflation, and ad inflation.
(1) Competency Homogeneity. Based on the generic competency model, a good deal of commonality was observed with the broad and generic competency categories (e.g., 'communications', 'interpersonal', 'personal or self-management', and 'leadership') and individual competencies amongst industry providers of competency-modelling and other models (e.g., public sectors). (2) Skill inflation. According to Gallivan, Truex and Kvasny (2004, p. 66 ) the importance of nearly all skills is expected to increase over time. In other words, once a skill is required, its overall importance is not likely to wane over time. However, an issue's life cycle may change over time; therefore, knowledge-based competencies in particular may become obsolete or be replaced by knowledge that is more important over time. Further, there is a notion of future or forward-looking competencies that may take precedence over current competencies making them obsolete over time.
(3) Ad inflation. According Todd, McKeen and Gallupe (1995), the average length of job advertisements has increased over the past few decades. This 'skill inflation' seems to coincide with a trend in government to 'do more with less'. However, according to the research findings in Phase I of this study relating to 58 Canadian Public Service job advertisements posted from 2006 to 2011, the average length of job advertisements for ethics practitioners seems to have decreased over a number of years.
DISCUSSION
This research has contributed towards understanding important business ethics roles and associated competencies for ethics, compliance, and integrity practitioners in Figure 4 . This study extends existing research in three ways. First, it provides an empirically validated Business Ethics competency model of important and very important knowledge, skills, abilities, and other characteristics (KSAOs) for ethics, compliance, and integrity practitioners which serves as a general baseline of competencies, independent of organizational context. As such, it adds further support to the extant literature (cf. New, 1996) for the presence of both general and contextual competencies. Next, an extended study (Cramm, 2013) focuses on key organizational context factors important for role performance such as organizational culture and the organizational environment as well as introduces a Business Ethics competency architecture, further information on a Uses, Benefits, and Stakeholders Framework for Competency Models focused primarily on learning, training, and development. Figure 4 , the Business Ethics Practitioner's competency model, provides a starting point or baseline set of KSAOs that training and development departments can use to provide direction for developing or expanding their training programs. This may also involve modifying existing courses to better align with identified and tailored competencies. Further, and much as Locklear (2011, p. 1) proposed 'an innovative framework for managing emerging risks within an overall enterprise risk management program', the extended study (Cramm, 2013) proposes a Revised Content Selection Model for BE Instruction. This model innovatively leverages Risk Management theory, in particular augmented risk identification (environmental scanning) and risk assessment models to tailor the baseline KSAOs and augment them based on organizational context, looking both at emerging and current risks. In addition to identified KSAOs as part of this study that practitioners can leverage to build various facets of their institutionalized business ethics program, including training content, a number of recommendations have been created to guide practitioners in selecting additional competencies to augment or tailor existing competencies identified in this study. These guidelines incorporate research findings and are essentially lessons learned. They are based primarily on an extensive review of dozens of industry competency models analysed including 58 job advertisements analysed as part of the Phase I document analysis.
Implications for Practice
Job Advertisements for Canadian Practitioners
This section provides a brief discussion and recommendations to address perceived issues that may have important implications for practice. Based on the Canadian Public Service Board job advertisements analysed in Phase I, some findings were uncovered. Several of these findings also apply to other competency models examined and may have broader-ranging implications beyond merely the Canadian Public Service. 
Competency materiality (applicability
Competency recognition (verifiability).
Professional certification schemes in the field of values and ethics are scarce and relatively in their infancy. Placing too much emphasis on industry certification in this field, as attestation to professional competence is potentially problematic until broader recognition exists for a common Business Ethics Body of Knowledge and certification. For example, some job advertisements asked for 'Certification in organizational values and ethics', 'Professional certification in the field of ethics' or 'certificate from a recognized university or college in…ethics' or 'Possession of a degree from a recognized university in ethics…'. As formal university programs specific to ethics are scarce, and a standard, recognized curriculum is still lacking, potential incumbents screened out from competitions on the basis of such requirements may lead to complaints and recourse measures. A recommendation would be to define through empirical research an objective set of core competencies for Business Ethics practitioners. Organizations can leverage the research findings and conclusions to ensure appropriate competencies are sought.
Competency granularity (degree of specificity). Competency granularity is arguably the most important challenge to defining appropriate competencies and appears to have chronic recidivism. There is a wide disparity on the level of specificity used to describe competencies observed within the extant literature. This observation is as valid today as it was over twenty years ago as identified by Wise et al. (1990, p. 3) who noted the 'lack of agreement between researchers on what is the most appropriate level of specificity for describing a skill or attribute.' A recommendation would be to avoid vague or high-level descriptions such as 'communications' as they are infinitely more challenging to measure and assess objectively than specific descriptions such as 'ability to communicate orally in providing presentations'.
Construct confusion with Competence. Several competency models confound competency with competence-the boundary between competency levels (competence or proficiency) and competency types (categories) is ill-defined (cf. Wise et al., 1990) . Some competency models restrict certain competencies to a specific proficiency level rather than providing effective behavioural indicators across each proficiency level. For example, the Profile of Public Service Leadership Competencies from the Public Service Commission of Canada (2003, p.5) appears to limit 'strategic thinking'-embedded under its 'cognitive capacity' competency and broader 'intellectual competencies' category, to the Assistant Deputy Minister hierarchical level: Assistant Deputy Minister (ADM) need to be able to 'Formulate long-term (5-10 years) strategies'; Director General (DG)need to be able to 'Identify medium-term (2-5 years) objectives' and Director needs to 'Work within the framework of short-term (1-2 years) goals'.
Based on these limited descriptions, one could surmise that strategic thinking is limited to Assistant Deputy Minister while tactical and operational thinking is limited to Director General and Directors, respectively. In this model, it appears that accountability for key activities of strategic (long-term), tactical (mid-term), and operational (short-term) planning have been confounded with the actual strategic thinking competency. However, in practice responsibility for strategic planning at many Canadian federal government departments and agencies is held at the Director level, as Directors are responsible to develop business proposals and Cabinet Documents to seek approval and funding for multi-year, multi-million dollar programs and projects. A recommendation would be to avoid confusing competence with competency. Each competency may typically be defined in terms of four or five demonstrably different behavioural indicators for each level using the anatomy of a competency profile.
CONCLUSIONS
Academic sources tend to focus on knowledge areas rather than skills, abilities, and traits. In addition to 15 Tier-1 and Tier-2 knowledge-based competencies, this study identified 28 Tier-1 and Tier-2 skill, ability, or trait-based competencies that academic programs could consider addressing in training content targeted towards future Business Ethics practitioners to make issues more germane while addressing an identified gap. Moreover, a number of potentially over-emphasized competencies were identified that academic programs could leverage to ensure an appropriate balance of training content.
The study results, along with the benchmark profiles (cf. Ethics Resource Centre, 2007; Ethics Practitioners' Association of Canada, 2001; Ezekiel, 2006 ) and other works may serve to inform future certification initiatives as a step towards gaining greater acceptance as a profession given the breadth and depth of roles and responsibilities within the purview of business ethics, integrity, and compliance practitioners.
The proposed Business Ethics Practitioner's competency model adopted a nondescript organizational level as opposed to specific management or proficiency levels. Future research could delve into a specific hierarchical level or proficiency level for the various competencies. For example, some competencies may be different (present or absent) depending on the hierarchical level and the expected level of proficiency may be different as well (less or more proficiency required). Also, future research could detail the various Behavioural Indicators (BIs) for each of the competencies identified in this study.
